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www.staffordshirepartnership.org.uk
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1. About the Framework

This framework sets out what partners in Staffordshire will need to do to successfully
performance manage the new LAA for 2008/11.

It aims to help all partners understand what the performance management requirements are for
the new LAA; what their role is in the process and to set out a consistent approach for the
Partnership in performance monitoring and managing the LAA.

This framework builds on the work done by the LAA Performance Management Group for the
2007/10 LAA, but also on the review under taken by Carol Hayden. It seeks to make the existing
framework and arrangements suitable for the new LAA.

1.1 The Performance Management Review

In October 2007, Neighbourhood Renewal Adviser, Carol Hayden presented her report on the
Staffordshire LAA ‘Performance Management and Governance Review'. This report focused on
the following key strands:

Ensuring the performance management arrangements are fit for purpose for this year and
the new LAA;

A risk assessment of current governance arrangements to learn for the future;

Delivery of Staffordshire Sustainable Community Strategy through the new LAA.

The review, which informed Carol Hayden'’s report, was carried out through:

Attending performance group meetings and reviewing LAA performance information;
Carrying out a series of interviews with Block Leads, other senior officers involved in LAA
governance, elected members and GOWM representatives;

Discussion groups with performance leads, other performance group members and district
leads through the LAA Action Learning Set (ALS).

The findings of the review were presented to a workshop of senior LAA partners on 17" October
2007. The findings included the following recommendations:

Ensure that all Blocks and Districts have LAA performance leads and all outcome leads
who understand their role. From April 2008 this may need to change to outcome leads for
each of the 20 or so outcomes;

Research unit should only have to ask for performance management information once
from one person to avoid duplication and bureaucracy;

Similarly data collection expectations should be realistic so requests are only sent out
when relevant and appropriate;

In developing the new LAA, use the learning from the first quarter performance
management framework to put in place a greater critique of the performance indicators to
ensure they are relevant and measurable;

Give consideration to the necessary infrastructure to support the growing importance of
perception indicators;
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Data for the refreshed LAA needs to be at the appropriate level to enable the
countywide and district level performance management;

Likewise the right information must be provided to the relevant partners and partnerships
on a timely basis to an agreed timescale so they are able to come together to interpret
and use it;

Develop narratives to accompany performance information when reporting to Block
partnerships and the Executive Board to enable the identification of cross cutting issues
and better decision making;

Build time into the timetable for interpretation of the data and development of narratives to
provide a better overview of the performance and help with appropriately escalating
information;

Invest in sufficient leadership for the LAA at a senior level from the County Council to drive
and support an effective performance management process;

Increase officer capacity to put this County Council leadership into practice and support
block leads and outcomes;

Ensure performance management roles and responsibilities are clear and understood at
all levels within the system.

Where appropriate the recommendations have been adopted and translated into this framework,
however, the report was pulled together by Carol Hayden prior to the release of the LAA
guidance by CLG.

1.2 Our Vision

It is our vision to develop a climate across Staffordshire in which performance improvement is
standard practice. This will be achieved by:

Developing a robust performance monitoring system;

Establishing arrangements for reporting, analysing and gathering performance
information;

Supporting partners in managing performance through the use of performance monitoring;
Ensuring that LAA performance management arrangements are fully integrated into
organisational and partnership arrangements.

1.3 Government Guidance

Government guidance makes clear that the responsible local authority (in our case, Staffordshire
County Council) together with their partners are responsible for working towards the delivery of
the targets which have been agreed in the LAA. To do this, we need to ensure we have put in
place clear and robust plans for working towards the delivery of the actions associated with the
targets, and arrangements for managing performance.

Central government, through Government Office for the West Midlands (GOWM) will need to be

assured about the progress being made to deliver the designated LAA indicators and therefore
that robust performance management arrangements have been established to support this.
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Furthermore, evidence about the effectiveness of local performance management
arrangements will be considered by the various inspectorates as part of the Comprehensive Area
Assessment (CAA).

2. Performance Reporting

For the LAA for 2008/11, performance will be at the level of the 35 designated LAA indicators.
Performance will be reported on quarterly to the Partnership, but we will only report formally to
GOWM on an annual basis (at the end of the financial year).

The frequency of data reporting will vary depending on the LAA indicator with some indicators
reported on quarterly, some annually and some biannually. Where performance information is
not available on a quarterly basis, partners will still be expected to provide some indication of the
progress being made to achieve the targets.

The performance timetable (Appendix A) sets out the process of collating and managing
performance within the partnership.

3. Performance Monitoring and Management
3.1 Staffordshire Observatory

The Staffordshire Observatory will co-ordinate the collection of performance information from
external partners. This information will be collated and entered onto the Performance
Management Information System, ready to be used by the corporate Policy and Performance
Team to compile the overall performance report.

3.2 Using the Performance Management Information System (PMIS)

If we are to realise our vision of developing a climate across Staffordshire in which performance
improvement is standard practice, we need to ensure that we have developed a robust
performance monitoring system, with accompanying arrangements for reporting, analysing and
gathering performance information. We need to build on the arrangements put in place for the
LAA for 2007/10 to ensure we have a system which is fit for purpose for the new LAA, and which
assures both central government and the Accountable Body (Staffordshire County Council) that
there are plans and processes in place to support the performance management of the LAA.

Therefore, to help us realise our vision, improve the quality of our performance information,
increase accountability and more effectively collect and use information, we will use the
Performance Management Information System (PMIS) — housed at the County Council — to
collect and store all the LAA performance information.

The PMIS has already brought about a stronger culture of performance management and clearer

accountabilities for performance management within the County Council, and it is hoped that by
using it for the LAA, to translate this across the Partnership.
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The collection and monitoring of data is not an end in itself but a means to helping us
understand what is actually happening, where, and why. Other information, including ‘soft’
intelligence gained through community engagement, should be considered alongside the data
and together will help partners to prioritise activities, locations, people and resources.

By using the PMIS we will be able to store all the LAA performance information in one place,
reducing some of the duplication and possibility of error. It will also help to bring about
consistency in terms of the information which is reported, as well as enhancing the quality of
information which is reported and so enabling effective performance management. Furthermore
it will also help to promote greater engagement through sharing live data to more people, (which
is a key strand of what central government considers robust performance management
arrangements to be) so improving performance management.

However, the PMIS will not do everything. It won’t improve performance by itself but it will help
the Partnership move towards continuous improvement in performance.

For the first year of the LAA, at least, partners external to the County Council will not be able to
input data directly onto the PMIS. Instead, they will be issued with a data collection sheet by the
Staffordshire Observatory, who will then collect and enter the data for them. The County Council
will work towards resolving this issue

3.3 Red/Amber/Green Ratings

Each indicator will need to be assigned a status rating based on the progress being made
towards achieving the target. For partners using PMIS this will be automatically done and an
R/A/G rating will be assigned to all indicators based on the tolerances built into the system.
Partners external to the County Council will need to assign their own R/A/G ratings as set out
below. It is therefore essential that for each quarter a projected outturn is provided so that a
R/A/G rating can be automated.

Performance versus Target (PVT)

Performance versus Target is calculated every quarter when the Projected Outturn is revised in
accordance with quarterly performance figures. PVT is the calculation of the percentage
difference of Projected Outturn and Current Target:

For example: Current Target = 95%
Projected Outturn = 85%
PVT = 10.5% difference
RAG rating = RED

For example: Current Target = 95%
Projected Outturn = 110%
PVT = 15.78% difference
RAG rating = STRONG GREEN

PVT tolerance bandings are:
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Negative Performance Positive Performance
Red Amber Green S
Green

R/A/G descriptions:

Green: The performance target is on track to be achieved at the end of the year.
There is concern about the likelihood of achieving the performance target by the
end of the year.

Red: There is a high risk that the performance target will not be achieved by the end of
the year.

Short Term Trend
Short term trend relates to changes in direction in performance within the current year.

The calculation is made from the last change in direction of performance from the
previous quarter/s

For example: Q1=25
Q2=30
Recent Trend = Improving for 1 Quarter (where High Outturn is
positive performance)

Where Quarter 1 has to be filled in the Previous Outturn is taken into consideration
For example: Previous Outturn = 20
Q1=20
Trend = Level for 1 Quarter
3.4 Exception Reporting
When an indicator is rated as RED or AMBER, then an exception report will need to be
completed. This will be automatically triggered either on the PMIS or when partners are
completing data collections sheets.

The exception reports will detail:

Reason for the variance from the target;
Proposed plans to reduce the variance from the target;
Specific timescales, lead partners and resources for reducing the variance.
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Similarly where an indicator is rated as STRONG GREEN an exception report will also need to
be completed. This exception report will need to detail the reasons for the strong performance —
whether this is linked to flaws in the target setting process, a course of targeted activity or the
need to perform strongly in the first quarter to counterbalance expected lower levels of
performance in the following quarters.

When no information is available and an N/A forms the projected outturn an exception report
must be produced to provide assurance of the delivery that is taking place.

3.5 Tackling under Performance

Where under or poor performance has been identified, all relevant partners need to take action at
an early stage to address this. A three rung ‘Ladder of Intervention’ for addressing under
performance has been developed to help with this.

Stage 1 If a performance report shows that performance against a particular target has
failed to achieve the agreed trajectory, the LAA Delivery Lead will be expected to
take appropriate action, working as appropriate with the relevant thematic
partnerships. They will be asked to report on progress to the relevant Thematic
Partnership and so to the Staffordshire Executive Board.

Stage 2 If a performance report shows that performance against the delivery plan or target
has failed to achieve the agreed trajectory for two consecutive quarterly periods,
the relevant LAA Delivery Lead will be expected to agree with the relevant partners
and/or partnership a detailed action plan to tackle the under-performance. They will
be asked to report on progress to the relevant Thematic Partnership and so to the
Staffordshire Executive Board.

Stage 3 If performance continues to fall below expected levels despite actions in Stage 2,
the Staffordshire Executive Board will request a detailed report on the issues that
have contributed to under performance and the options for further action for
bringing performance back to target.

The Staffordshire Executive Board will retain the right, in consultation with the relevant LAA
Delivery Lead, to trigger performance management action at either Stage 1, 2 or 3 in other
circumstances where there is evidence of under-performance against target. The LAA Delivery
Lead will consult with the relevant partners and/or partnership in the first instance with regard to
responding to underperformance within a particular area. The Staffordshire Executive Board will
report twice a year to the Staffordshire Strategic Board on all performance management actions
at Stages 2 and 3.

Appendix B includes a diagram from the LAA Governance arrangements that illustrates the
formal process for dealing with performance issues. However, it is expected that performance
issues will be dealt with at the appropriate point in time, rather than waiting for meetings to occur.



3.6 Clear Roles, Responsibilities and Accountabilities

Performance management is intrinsically linked to governance and delivery. The LAA for
2008/11 has presented the Partnership with the opportunity to reflect on and redefine its
performance management and governance arrangements to ensure that the arrangements it has
in place are fit for purpose for the new LAA. As the Accountable Body, Staffordshire County
Council also needs to be assured that the arrangements in place are robust, appropriate and
capable of delivering the aims and ambitions of the LAA, as well as standing up to external
scrutiny. Therefore to successfully performance manage the new LAA it is important that all
partners have a clear understanding of their responsibilities and accountabilities in relation to
performance management. The diagram below sets out the various levels of roles,
responsibilities and accountabilities.

4. Data Quality

The introduction of the LAA and the move towards a county-wide CAA highlights the need for
data quality across the partnerships. Good data quality is key to ensuring good performance
management and the new, national performance framework places greater reliance on data
quality to inform local decision making and external performance assessments. Indeed data
quality is a key component of the Use of Resources assessment that local authorities will be
subject to in 2009/2010.

In view of this and to ensure that all relevant partner organisations comply with the requirements
for Data Quality, data sharing protocols between the partners in the LAA should be introduced
where appropriate. The over riding principle for all data quality should be that all data is
submitted ‘Right First Time'. There will be occasions when amendments will have to be made.
When this occurs, all new data should be subject to rigorous checks and sign off by the
appropriate officer. Where continued issues around data quality are identified these will be
challenged and will be subject to a procedure similar to that outlined in paragraph 3.5 and in
Appendix B.



Staffordshire County Council

The County Council is the Accountable Body. It has the responsibility of ensuring there are in place clear and robust plans for working towards
the delivery of the actions associated with the targets, and arrangements for managing performance

T

Staffordshire County Council Partnership Scrutiny Panel

It will consider quarterly LAA performance reports. This will allow the panel to assess the overall direction of travel of the LAA. The Panel will be
able to make recommendations to the Staffordshire Strategic Board
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District Local
Strategic
Partnerships

LSPs will
consider the
relevant
performance
management
information for
the indicators
they contribute
too, and raise
performance
concerns with
Delivery
Leads and/or
Thematic
Partnerships.

Staffordshire Strategic Board

Oversee the effective implementation of performance management of the LAA and development of
performance orientation in partnership working. The Board will meet as required to resolve performance
issues referred to it by the Staffordshire Executive Board.

A

A 4

Staffordshire Executive Board

The Board will be responsible for leading the delivery of the LAA. It will hold partners to account by meeting
at least quarterly to consider LAA exceptional performance, implementing remedial action, problem solving
and/or referring issues to the Strategic Board. It will also report performance progress to the Board.

A

A 4

LAA Thematic Partnerships

Partnerships will consider the relevant performance management information for the indicators for which
they are responsible. They will report performance to the Executive Board, as well as acting seeking to
unblock any blockages to performance and delivery.

A

LAA Delivery Leads

On behalf of the partnership delivering the specific indicators / clusters within the LAA, the LAA Delivery
Lead will be responsible for reporting performance on a quarterly basis, including identifying actions to
resolve under performance.




Appendix A - LAA 2008/11 — Quarterly Performance Reporting
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Milestone Quarter 1 Quarter 2 Quarter 3 Quarter 4
(Provisional)
Data collection forms issued to Indicator Leads by 27" June 16™ September 17" December 17" March
Staffordshire Observatory
End of quarter 30™ June 30™ September 31° December 31 March
Indicator Leads complete data collection forms and return 30™ June — 18™ July 30™ September — 10" | 31 December — 16™ 31% March — 17"
to Staffordshire Observatory October January April
Deadline for all data returns to Staffordshire Observatory By 18™ July By 10™ October By 16™ January By 17" April

Staffordshire Observatory enters data onto PMIS and
quality assures all data. Internal (SCC) performance
leads quality assure all internal data

21% to 24" July

13" to 16™ October

19" -22" January

20™ to 23" April

Confirmation to LAA Team and Thematic Partnership
performance leads that all LAA performance management
and monitoring information is on PMIS

By 25" July

By 17™ October

By 23" January

By 24™ April

Thematic Partnerships meet to consider and discuss
relevant performance reports

28" July to 8™ August

20" to 31%" October

26" January to 6"
February

27" April to 8" May

Final update of all performance management information
on PMIS

By 11™ August

By 3 November

By 9" February

By 11™ May

LAA Team compiles LAA performance report

12" to 13" August

2" to 6™ November

10" to 12" February

12" to 14™ May

Papers sent to Staffordshire Executive Board 21° August 6" November 12" February 14" May
Staffordshire Executive Board meets to review 28™ August 13™ November 19" February 21%" May
performance

Papers sent to Staffordshire Strategic Board 2"! September 11™ December N/A 11" June
Staffordshire Strategic Board meets to review 9™ or 11™ September 18™ December N/A 18™ June
performance

Partnerships Scrutiny and Performance Panel consider 16™ September 9™ January 3" April TBC

performance reports




Appendix B - LAA 2008/11 — Tackling Under Performance

Governance

Can issue be
resolved locally?

LSP identifies
underperformance
against agreed
disaggregated
targets.

Actions Required

Day-to-day management of
delivery resolves issues

Thematic
Partnerships
consider
performance against
LAA indicators.

Issues raised as part of
performance report to Delivery
Lead

Thematic Partnerships agree
actions to resolve performance
issues - these are implemented
and monitored next quarter.

A 4

Staffordshire
Executive Board
considers quarterly
performance report
including exceptions

NO

Thematic Partnerships feel they
are unable to resolve
performance issues and
escalate to the Staffordshire
Executive Board.

Staffordshire Executive Board
agrees actions to resolve
performance issues; these are
reported to Strategic Board and
monitored next quarter.
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A 4

A 4

A 4

Staffordshire
Strategic Board
considers mid/end year
performance reports
including exceptions

Staffordshire Executive Board
unable to resolve performance
issues and escalate to the

Staffordshire Strategic Board.

Staffordshire Strategic Board
agrees actions to resolve
performance issues.

A 4

A

Strategic Board escalates
issues to GOWM/Government
Departments etc for resolution




For more information please contact:

Darryl Eyers

Head of Policy and Performance,

Policy and Performance, Chief Executive’s Office
Staffordshire County Council

c/o Wedgewood Building

Tipping Street

Stafford

ST 16 2DH

Tel: (01785) 85 4265
Email: darryl.eyers@staffordshire.gov.uk

If you would like this document in another
language or format (e.g. large text), please
contact us on 01785 27 6825 or email
john.tapsell@staffordshire.gov.uk
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